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This project aims at discovering the degree of understanding of the concept 
"Market Orientation" among Hong Kong manufacturers. By "Market Orientation" 
we mean a real sense of urgency in understanding what is out there (in the 
"market"). We also seek to relate this to two other notions : "Marketing 
Orientation" (focused on the Marketing Department people), and "Marketing 
Concept". Totally twenty-eight companies were interviewed, which included 
fifteen consumer goods manufacturers and thirteen industrial goods 
manufacturers. Among them, eleven of them are small-sized manufacturers, 
twelve of them are medium-sized firms and the other five are large-sized firms. 
The findings show that basically there is not much difference between consumer 
goods firms and industrial goods firms in their emphasis on Market Orientation. 
But it is found that the larger the size of the firm, the better the implementation 
of the concept. Firms with a "Sales" or "Production" Orientation find it easier to 
assess profitability outcomes based on their efforts than do firms with a 
"Marketing" Orientation. The latter is by far the hardest to translate from doing 
to seeing results. This latter notion is especially fertile for future research 
investigation. 
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CHAPTER ONE 
BACKGROUND, CONCEPTS，AND STATEMENT OF ISSUES 
1.1 Background of The Study 
In today's world, the "MARKETING CONCEPT" is a basic tenet in many 
corporations both in the USA and other highly developed countries. Its underlying 
notions of "MARKET ORIENTATION" and (somewhat different in our view) 
"MARKETING ORIENTATION", both emphasizing the buyer, while never 
forgetting about the seller too, play a vital role in contemporary modern business 
philosophy in the world's major corporations like IBM, Procter & Gamble and so 
on and in leading business schools (Sharp 1991)1. 
It is these three inter-related notions of the "Marketing Concept", "Market 
Orientation" and "Marketing Orientation" that we wish to explore in this paper, 
with ttie hope and vision of perhaps casting some fresh light on this seminal 
matter. 
1Sharp, Byron. '^Marketing Orientation ; More than Just Customer Focus". International Marketing 
Review. 1991. p p . 20-25 
2 
According to a study conducted by Qureshi (1989), there is also a trend 
towards the rapid acceptance of these notions in the public sector2. Even in 
hospitals, interest in and the use of such concepts is increasing rapidly due to 
competition (Sherlock 1981)3 Since there are many health management 
organizations and hospitals in America, fierce competition is forcing hospitals to 
concentrate on customer services, and thus they are more ready to apply them 
so as to attract "customers". 
1.2 The Three Theory Terms 
Basically, the ”Marketing Concept" is a philosophy of doing business that 
encompasses certain key factors - consumer satisfaction, a profit orientation, and 
the integration of the marketing function throughout all major operational areas 
of the organization (Reidenback, Moak and Pitts 1986)1 
Then there are the related notions of "Market Orientation" and "Marketing 
Orientation". 
As noted, I believe that they have somewhat different focuses, and I want 
to address that matter now. 
2Qureshi, Salim. "Marketing Transformation and the Concomitant Excellence of Private Institutions", 
Journal of ProfessionaI Services Marketing. 1989, pp. 117-125 
3Sherlock# John F. "Competition Prompts Marketing Orientation", Fund Raising Management. May 1981, 
pp. 53-54 
4Reidenback； R. Eric; Moak, Donald L.; Pitts, Robert E, "The Impact of Marketing Operations on Bank 
Performance : A Structural Investigation", Journal of Bank Research. Spring 1986, pp. 18-27 
3 
Although there is no consensus on the definition of "Market Orientation" 
it is generally agreed that the principal element of a "Market Orientation" is 
market or customer focus. A firm with a "Market Orientation" will place 
customers at the top of the corporate organizational chart. "Market Orientation" 
involves (1) one or more departments engaging in activities geared toward 
developing an understanding of customers' current and future needs and the 
factors affecting them; (2) a sharing of this understanding across departments; (3) 
the various departments engaging in activities designed to meet customer needs 5� 
"Marketing Orientation"，although usually thought of as the more all-
encompassing concept, can also be considered as a part or just a subset of. and 
even a narrowing of. "Market Orientation". 
Like "Market Orientation", "Marketing Orientation" also focuses on both 
the customers' needs and the company's objectives. But it may be a less 
encompassing term because it can be thought of as concentrating on the 
"Marketing" function, and less involved with interdepartmental cooperation. 
The relationship among the "Marketing Concept"，"Marketing Orientation" 
and "Market Orientation" is shown in Appendix 1. 
5Kohlif Ajay K. and Jaworski Bernard J. "Market Orientation: The Construct, Research Propositions, 
and Managerial Implications", Marketing Science Institute.1990 
4 
The "Marketing Concept" basically consists of many different ideas. For 
instance, 4P's, market segmentation, etc. "Market Orientation" and "Marketing 
Orientation" are two concepts (the latter existing within the former) within the 
"Marketing Concept". That is, the concept of "Market Orientation" embraces the 
notion of "Marketing Orientation" because it not only concentrates on the 
Marketing function within the Marketing Department, but also involves major 
interdepartmental cooperation. Thus, "Market Orientation" is a broader view 
than "Marketing Orientation"� 
Although "Market Orientation" is very popular among companies in the 
USA and other well-developed countries, in Hong Kong, both it and the term (or, 
rather, the basic underlying notion) "Marketing Concept" are still strange to many 
corporations. Even though they have "Marketing" departments, their functions are 
more like "Sales" departments. However, if companies want to remain 
competitive and successful in the market，they must better grasp the "Marketing 
Concept", and the "Market Orientation" which it requires. 
5 
Undoubtedly, "Market Orientation丨,can produce a lot of benefits. Firstly, 
"Market Orientation" provides a unifying focus for the efforts and projects of 
individuals and departments within the organizations, thereby leading to superior 
performance (Rumelt 1981)6. Secondly, the "Marketing Concept" can help to 
improve consumers，perception of service quality (Zeithamal, Berry and 
Parasuraman 1988)7. This idea is also suggested by Kotler (1988)8�Thirdly， 
Levitt said that, "to deal with environmental changes, a firm needs to clearly 
understand the nature of its business not from the firm's perspective, but rather 
from the perspective of its customers"9. This implies that by adopting a "Market 
Orientation", the organization can better cope with the changing market 
environment. 
6Rumeltf Richard P.(1981), "Evaluation of Strategy: Theories and Models", Strategic Management: A 
New Vision in Business Policy and Planning. Dan E. Schendel and W. Hofer, eds. Boston: Little, Broun, & 
Company, pp.196-212 
7Zeithamt, Valarie A., Leonard L. Berry, and A. Parasuraman, "Communication and Control Processes 
in the Delivery of Service Quality/'1 Journal of Marketing.Apn'I 1988,pp.35-48 
8KotlerfP. Marketing Management : Analysis. Planning. Implementation and Control. Prentice-Hall, 
6th ed.f 1988y Chapter 1 
16Levittf fTheodore, "Marketing Myopia", Harvard Business Review. July-August 1969, pp.45-56 
6 
Therefore organizations should seriously consider this issue. One study 
done by McNamara (1972) clearly supported the hypothesis that consumer goods 
companies have tended to adopt and implement the "Marketing Concept" to a 
greater degree than industrial goods companies10. However, there is no evidence 
that this conclusion applies to Hong Kong. Thus, this study aims at investigating 
the understanding of "Market Orientation" and "Marketing Orientation" and the 
"Marketing Concept" as adopted by different kinds of and different-sized Hong 
Kong manufacturers. This will be conducted via semi-structured personal 
interviews and will seek ideas rather than definitive conclusions. 




RELATED LITERATURE ； CRITIQUE AND BIBLIOGRAPHY 
In this chapter, five areas will be discussed: the Marketing Concept, 
marketing and selling, Marketing Orientation vs. Market Orientation, Sales and 
Production Orientation^ and industrial goods manufacturers vs. consumer goods 
manufacturers. 
2.1 Marketing Concept 
According to McNamara, Kohli，and Jaworski, the Marketing Concept is 
a business philosophy11^2. However, Borch believes that there is distinction 
between philosophy and concept. He believes that a philosophy is a broad 
umbrella that governs the business life, while a concept is a recognized way of 
operating within the climate that the philosophy umbrella has set 1 3. This suggests 
that even at present, the definition of the Marketing Concept may still be a 
1!McNamaraf C.P^I'The Present Status of the Marketing Concept," Journal of Marketing. January 1972, 
pp.50-57 
12Kohlif A jay K. and Jaworski^ Bernard J. "Market Orientation : The Construct, Research 
Propositions, and Managerial Implications", Marketing Science Institute 
13Borchf Fred J. "The Marketing Philosophy as a Way of Business Life" Marketing in Process 
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subject for interpretation. So a better understanding of the Marketing Concept is 
vital before conducting the research. 
Felton defines the Marketing Concept as a corporate state of mind that 
insists on the integration and coordination of all the marketing functions that, in 
turn, is melded with all other corporate functions, for the basic purpose of 
producing maximum long-range corporate profits 1 4. 
McNamara takes a broader view and defines the concept as "a philosophy 
of business management, based upon a company-wide acceptance of the needs of 
customer orientation, profit orientation, and recognition of the important role of 
marketing in communicating the needs of the market to all major corporate 
departments."15 
Levitt says that " a truly marketing-minded firm tries to create value-
satisfying goods and services that consumers will want to buy, what it offers for 
sale includes not only the generic products or service but also how it is made 
available to the consumer, in what form, when, under what conditions, and at 
what forms of trade" 1 6. Kotler also defines the Marketing Concept as the key 
to achieving organizational goals consisting of determining the needs and wants 
of target markets and delivering the desired satisfactions more effectively and 
14Felton, A,P. I'Making the Marketing Concept Work", Harvard Business Review. July-August 1959, 
pp.55-65 ~ 
15McNamara# C.P. " The Present Status of the Marketing Concept," Journal of Marketing. January 1972, 
pp. 50-57 -—一 — 一 ^ 
16Levittf fTheodore, "Marketing Myopia", Harvard Business Review. July-August 1969, pp.45-56 
9 
efficiently than competitors.17 
The Marketing Concept can also refer to the operational implications of 
the marketing philosophy : (1) consumer satisfaction, (2) coordinated marketing 
and (3) profitability (Kotler 1988，Kohli and Jaworski 1990).18,9 All the 
definitions imply that the Marketing Concept focuses on all the activities of the 
organization on satisfying customer needs by integrating these activities with 
marketing to accomplish the organization's long-range objectives. This refers to 
the marketing mix of the organization, the (at least) 4Fs ~ Price, Product, 
Promotion and Place __ which are used by the marketing manager in a specific 
way to deal with a specific marketing situation. Managers can use marketing 
research to identify customer needs and then provide the products and services 
that satisfy their needs. 
However, there are three criticisms of the Marketing Concept frequently 
heard. Firstly, the Marketing Concept in its basic guise does not consider social 
responsibility when the company is selling the product to the market. Secondly, 
in its outward-looking skew, it may ignore the distinctive competencies of the 
organization and discourages innovation. Lastly, much emphasis is placed on 
marketing research but sometimes the research result is inappropriate when 
applied to situations beyond the core of the Marketing Concept. 
17KotIer, P^ Marketing Management: Analysis. Planning. Implementation and Control. Prentice-Hall, 
6th ed.| 1988, Chapter 1 ~ ~ ~ 
18Kotlerf P. Marketing ManagementC Ana I vs i s. Planning. Implementation and Control. Prent ice-Hall. 
6th ed., 1988 
19KohLif A jay K. and Jaworski f Bernard J. "Market Orientation : The Construct, Research 
Propositions, and Managerial Implications", Marketing Science Institute. 
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Yet if the Marketing Concept looks to the longer-term success of the 
company, and if there is a rising tide of social awareness (environmentalism, 
"green" revolution, etc,), then clearly it is within the ambit of the Marketing 
Concept to follow such awareness in the market, and to look seriously at social 
roles. Moreover, in this long-term view there exists the idea of listening to 
competition, etc. and working on technology ("state-of-the-art", "inside-out", etc.), 
indeed focusing too on the distinctive competencies of the organization. Finally, 
this all implies that while marketing research is important, it is not all there is : 
companies must not only respond to existing customer needs and wants 2 0 to 
guide new product development21. Latent demand must also be identified: what 
is not there must be perceived as pellucidly as what is there. 
Therefore, the modern Marketing Concept perhaps can be considered to 
be based on three elements : consumer satisfaction, company profits, and 
community welfare (the three Cs) 2 2. 
20McGee, Lynn U. and Spfro, Rosann L. "The Marketing Concept in Perspective". Business Horizons. 
May/June 1988, pp. 40-45 
21 Houston, F. s | "The Marketing Concept : What It Is and What It Is Not", Journal of Marketing. 
October 1986, pp. 37-42 
22Bakerf Michael J. MacMillan. Dictionary of Marketing and Advertising. The MacMillan Press Ltd., 
1985 
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2.2 Marketing and Selling 
Marketing lis one of the most misunderstood functions of the modern 
corporation. Although many companies claim that they have the marketing 
function，in fact many view marketing as not much different from selling. This 
is especially true in industrial goods companies, where management often seems 
to willfully intermingle (even confuse or mix-up) the meanings of sales and 
marketing. Sales and distribution are frequently the major elements of 
companies' marketing mixes, with advertising and promotion playing a very minor 
role. Because of this confusion regarding "selling" (sales and distribution) as 
somehow different from "marketing", a further discussion of the difference 
between marketing and selling is essential before conducting the research. 
Levitt regards selling as focused on the needs of the seller, marketing on 
the needs of the buyer 2 3. Selling is preoccupied with the seller's needs to convert 
his product into cash; marketing, on the other hand, has the idea of satisfying the 
needs of the customers by means of the product and the whole cluster of things 
associated with creating, delivering and finally consuming it. 
16Levittf fTheodore, "Marketing Myopia", Harvard Business Review. July-August 1969, pp.45-56 
12 
Kotler(1977)24 believes that the thinking of sales executives is very 
different from that of marketing executives. Sales executives aim at sales volume 
rather than profits; short-run rather than long-run perspectives; knowledge about 
individual customers rather than market segments; and prefer field work to desk 
work. However, marketing executives think in terms of profit planning by using 
the marketing mix; have long-term perspectives; distinguish between the segments 
and figure out ways to offer superior value to the most profitable segments; and 
they are good market analysts, feel comfortable with numbers and the financial 
implications of marketing plans. 
Basically, all the above marketing fanctionsr and thoughts are very 
important for companies when they want to change from a sales or a product 
orientation to a Market Orientation. 
24Kotlerv Phi lip. "From Sales Obsession to Marketing Effectiveness", Harvard Business Review. Nov.-
Deci 1977, pp. 67-75 
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2.3 Marketing Orientation vs. Market Orientation 
Many scholars consider Marketing Orientation the same as Market 
Orientation. Others submit that they are different, albeit having common 
elements. 
According to Baker, Marketing Orientation should have five key features: 
(1) The focus is on the MARKET place - customers, competitors and distributors; 
(2) a commercial intelligence system that monitors the market; (3) it requires 
recognition that change is inevitable, but manageable in the business arena; (4) 
the business is committed to strategic business and MARKETING PLANNING 
and to creative PRODUCT planning; and (5) the emphasis is on profit - not just 
volume - with growth and profit kept in balance 2 5. 
Cavusgil believes that Marketing Orientation should (1) provide a way to 
generate innovative strategies and plans for achieving long-run objectives; (2) 
provide the information needed for effective marketing; (3) provide a way to 
integrate activities around customer needs and decision processes; and (4) 
facilitate cost-effective selection and handling of marketing activities26. 
25Baker, Michael J. MacMillan Dictionary of Marketing and Advertising. 2nd ed.f The MacMillan Press 
Ltd., 1990 
26Cavusgilf. S,«Tamer, ^ Marketing's Promise for Hospitals", Business Horizons. Sep/Oct. 1986, 
pp.71-76 — — — — — — 
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Canning thinks that Marketing Orientation is important since it directs the 
company's resources efficiently and effectively toward critical business priorities. 
He sees the following characteristics : (1) the CEO should see himself or herself 
as the top marketing strategist; (2) there should be a close coordination between 
Marketing Department and other functional areas and (3) the whole organization 
should share the same viewpoint that Marketing is the work of the whole 
organization, not just the sales and marketing staffs2 7. This idea is quite similar 
to what we are conceptualizing as Market Orientation. 
In the literature, it remains true that the difference between Marketing 
Orientation and Market Orientation is sometimes very unclear. Sharp feels that 
Marketing Orientation focuses on both customer needs and company 
objectives28. This view that concentrates on the rest of the company and not 
only on Marketing-focused, customer-centeredness activities ~ seems to resemble 
what we are regarding as a broader Market Orientation (Marketing plus 
everybody else in the company). 
Gummesson (1990) proposes a new Marketing Orientation, that is, the 
importance and the use of the part-time marketer. 
27Canningf Gordon Jr. "Is Your Company Marketing Oriented?" Journal of Business Strategy. May/June 
1988, pp. 34-36 
28Sharp, Byron, "Marketing Orientation More than Just Customer Focus", International Marketing 
Review. 1991. dp.20-25 
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He ^ belfeves that in a marketing-oriented organization, not only those who 
work in the Marketing Department should carry out the marketing function, but 
also those who conduct marketing activities but do not belong to the Marketing 
or Sales Department. Marketing activities are carried out by all employees and 
all others who influence an organization's customer relations directly or indirectly. 
Instead of viewing the Marketing Department as the apex of marketing activities, 
it may be seen as a supplement to points of marketing, providing overall strategies 
and resources. This too is in the realm of what we call a Market Orientation 
(rather than a more-limited Marketing Orientation). 
Market Orientation, according to Kotler (1989)，is determining the needs 
and wants of target markets and delivering the desired satisfactions more 
effectively and efficiently than competitors29. Shapiro further defines Market 
Orientation as (1) the company completely understands the markets and the 
people who decide whether to buy its products or services, (2) strategic and 
tactical decisions are made interfunctionally and interdivisionally and (3) divisions 
and functions make well-coordinated decisions and execute them with a sense of 
commitment30. 
29Kotler, P. Marketing Management : Analysis. Planning. Implementation and Control. Prentice-Hallf 
6th ed.f 1988, Chapter 1 —— — — — — 一 
30Shapirof Benson P , "What the Hell is Market Oriented?" Harvard Business Review. November -
December 1988, pp. 119-125 — — — 一 ^ ^ 
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In 1990，Jaworski and Kohli farther give a new definition of the Market 
Orientation，that is : 
"Market Orientation is the organizationwide generation of market 
intelligence pertaining to current and future customer needs, dissemination 
of the intelligence across departments and organizationwide responsiveness 
to it." 3 1 
Thus, their viewpoint is in line with Gummesson (1991), that is, that a 
company's orientation toward the market out there, its Market Orientation, is not 
solely the responsibility of the Marketing Department 3 2. It is critical for a 
variety of departments to be cognizant of customer needs and to be responsible 
to those needs. Actually, the integrated organizations that are discussed by Kotler 
(1977)33 an McNamara (1972)34 also reflect the concept of the Market 
Orientation. 
31Jaworski, Bernard J. and Kohli A jay K. "Market Orientation : Antecedents and Consequences", 
Marketing Science Institute. February 1992 
32Gummessonf Evert J "Marketing Orientation Revisited : The Crucial Role of the Part-time Marketer", 
European Journal of Marketing. October 1990, pp. 60-75 
33Kotlerf P. Market i ng Management : Analysis. Planning. Implementation and Control. Prentice-Hal If 
6th ed., 1988, Chapter 1 — — — — — 
34McNamaraf Cl P. ''The Present Status of the Marketing Concept", Journal of Marketing. January 1972. 
pp. 50-57 — — — — 一 
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So Market Orientation is essentially a more precise and operational view 
of the customer focus and coordination； In fact Market Orientation consists of 
three behavioural components : customer orientation, competitor orientation and 
interfunctional coordination -and the two decision criteria -long-term focus and 
profitability. It entails one or more departments engaging in activities geared 
toward developing an understanding of customer current and future needs and the 
factors affecting them; sharing of this understanding across departments and lastly, 
all the departments engaging in activities designed to meet select customer needs. 
When the company's marketing people are trying to satisfy customer needs by 
interacting with other departments, putting broader objectives and available 
resources in mind before producing products for the market, this too is Market 
Orientation, rather than the more limited notion of Marketing Orientation. 
Market Orientation also stresses the organizationwide generation of, 
dissemination of, and responsiveness to market intelligence to seek to satisfy 
customer needs by organizing and coordinating the different departments in the 
organization, then creating products that fulfill the needs of customers. In this 
orientation, the whole organization must share the same philosophy, and the 
Marketing Concept must be understand by all. 
Despite the fact that a number of articles have been written on Market 
Orientation, a close examination of these articles reveals mostly a lack of a clear 
operational definition of the concepts, and little attention has been given to the 
18 
proper design of a measuring instrument. 
Nevertheless, Kotler (1977) essays an operational definition and a 
questionnaire for measuring Market Orientation. He defines Market Orientation 
along the following five domains 3 5 : 
1. Consumer philosophy 
2.Integrated marketing organization 
3. Adequate marketing information 
4. Strategic orientation 
5. Operational efficiency 
Thus the questions for the interview were based on these domains so as 
to measure the degree of Market Orientation of the companies. 
2.3.1 Views on the Appropriateness of the Market Orientation 
With regard to the relationship between the Market Orientation and 
business performance, two opposite views are found. 
35Kotler/Philip. fFrom Sales Obsession to Marketing Effectiveness". Harvard Business Review. Nov.-
Dec. 1977, pp.:i67-75 
19 
2.3.1.1 The positive side 
Many authors suggest that Market Orientation is the causal factor of 
company success. Kotler (1977) compared the thinking of a typical sales executive 
and the marketing executive and concluded that Market Orientation is essential 
for superior business performance3 6. 
Thompson, after investigating the salespeople from 17 for-hire common 
carrier firms, found out that if a firm increases its degree of Market Orientation, 
it would lead to better profit 3 7. 
Narver and Slater also concluded that Market Orientation has a positive 
effect on business profitability after they did research on 140 commodity and 
noncommodity businesses38. 
Reidenback, Moak and Pitts in their study about banks also found that 
there is a strong relationship between the implementation of key marketing 
concepts and a larger bank's net operating income 3 9. 
36Kotler, Phi lip. "From Sales Obsession to Marketing Effectiveness", Harvard Business Review. Nov.-
Deer 1977, pp. 67-75 ———————————— 
37Thompsonf ALicia and Jerry R. Foster^, "Motor Carrier Salespeople - Can They Adapt?", Logistics 
& Transportation Review. Dec. 1989, pp. 307-324 — ~ ~ 
38Narver John C. and Stanley F. Slater, "The Effect of a Market Orientation on Business 
Profitability", Journal of Marketing^ October 1990, pp. 20-35 
39Reidenback, R. Eric, Donald L“ Moak and Robert E. Pitts, "The Impact of Marketing Operation on 
Bank Performance ；:A Structural Investigation", Journal of Bank Research. Spring 1986, pp. 18-27 
20 
Apart from business profitability, Beggs showed that there is a positive 
correlation between job satisfaction, commitment and Market Orientation4 0. 
2.3.1.2 The negative side 
A number of authors have put forward alternative views about the 
appropriateness of the Market Orientation in ensuring the success of a company. 
For example, Kaldor suggests that the Marketing Concept is an inadequate 
prescription of marketing strategy because it virtually ignores a vital input of 
marketing strategy — the creative abilities of the firm. He notes that customers do 
not always know what is needed. An extreme example is the medical doctor-
patient relationship, where the patient cannot specify the treatment. It is the 
doctor who assesses the specific needs of the patient. Yet, it does not mean that 
the doctor is not addressing the needs and wants of his/her patient 4 1. 
The same case applies to the "Sony Walkman" also. Before it appeared, 
no one thought of listening to music at any time they liked, on the street, or 
wherever on the bus. People simply did not know they "needed" it. But when it 
appeared to the public, it was a great success. However, it can be argued that the 
40Beggsr Dennis W.； "Do Your Employees Promote the Cooperative?". Management Quarterly. Summer 1989, 
pp. 6-9 ————— 
41Kaldor, A. G , "Imperative Marketing". Journal of Marketing. January 1971, pp. 19-25 
21 
Market Orientation actually does not imply that the companies should only focus 
on the present needs of the customers. They should not be overly dependent only 
on market research focusing on the here and now. They should investigate and 
try to discover the latent needs of the customers. (Marketing Research can do 
that too!) 
Hirschman, suggests that the Marketing Concept, as a normative 
framework, is not applicable to two broad classes of producers - artists and 
ideologists because of personal values and social norms that characterize the 
production process. He asserts that when being a marketer and producer are 
vested in the same person, conflict may arise 4 2. In fact, commercial success in 
an aesthetic or ideological industry owing to the adoption of Market Orientation 
may be viewed negatively by peers because the "commercial succeeder" may have 
violated "industry norms". 
Tse, after interviews with Hong Kong companies, compared their 
performance with their degree of Market Orientation, and concluded that there 
is no significant relationship between Market Orientation and the companies' 
performance43. 
Because of the different viewpoints towards the use of the Market 
42Hirschmanf E. C. "Aesthetics, Ideologies and the Limits of the Marketing Concept", Journal of 
Marketing. Summer .1983, pp. 45-55 —一 
43Tse, Alan C. B.f "An Empirical Investigation of the Correlation Relationship between Marketing 
Orientation and Performance of Big Companies in Hong Kong", Fifth New Zealand Marketing Education 
Conference. Department of Marketing; Massey University, Palmerston North, 14-15 November 1991, pp. 210-226 
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Orientation and its effect on business profitability, this research is aimed at 
finding their relationship. 
2.4 Sales and Production Orientation 
Apart from Market Orientation or Marketing Orientation, there are two 
other centralities that we frequently find in firms. They are Sales Orientation and 
Production Orientation. 
Baker's dictionary defines a firm that considers the selling function as the 
key organizational activity as having a Sales Orientation. However, the 
Production Orientation dominates among firms when demand exceeds supply. 
This orientation has seven principal characteristics, namely: (a) The factory floor 
is considered to be the business; (b) the focus and emphasis are upon making 
PRODUCTS; (c) little attention is given to MARKET RESEARCH and product 
planning; (d) there is a tendency to base prices on cost alone, with value and 
competitive considerations largely ignored; (e) cost reduction efforts may sacrifice 
quality, product performance, and customer service; (f) the role of the sales 
organization is to sell whatever the factory chooses to make; (g) if customers 
aren't happy, the salesmen are told to go out and get some new ones 4 4. 
Kotler also tries to distinguish between the sales and production concepts. 
The major objective of the firms with sales-orientation is to make a sale, not 
44Bakerf Michael J. MacMr 11 an Pi ct i onary of Marketing and Advertising. 2nd ed.f The MacMi I lan Press 
Ltd., 1990 
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worry about postpurchase satisfaction. Little research is conducted to understand 
the customer needs. The aim of these firms is to sell what they make rather than 
make what they can selL 
The production concept，in contrast, holds that consumers will favor those 
products that are widely available and low in cost. Managers of production-
oriented organizations concentrate on achieving high production efficiency and 
wide distribution coverage. Since low cost is generated through mass production, 
a wide coverage of distribution is needed so as to create enough sales for these 
products that justify the high volume production. Firms with this concept try to 
focus their energy on making good products and improving them over time 4 5. 
45Kotlerf Phi lip. Marketing Management ； Analysis. Planning. Implementation, and Control. 7th ed., 
P rent ice-Ha 11 f 1991 “ — ~ ™ ——————-
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2.5 Consumer and Industrial Goods Firms 
Webster and Gummesson both found that in industrial firms, marketing 
tended to "degenerate" into a sales orientation with an exclusive concern for 
marketing communications4^7. The reason for this phenomenon is that there 
is a tendency in industrial firms to serve large customers rather than small ones. 
This would bring pressure on these firms to focus on the short-term profits 
because a shift of customers may seriously jeopardize the firms. Also, Bennett 
and Cooper provide another explanation for this phenomenon : it is because the 
other functions, such as technology and production units, are much more 
important in industrial firms than the marketing department 4 8. 
According to McNamara (1972)，evidence suggests that consumer goods 
firms tend to adopt and implement the Marketing Concept to a greater degree 
than industrial goods firms. The reasons may be (1) the typical capital goods 
firms have fewer customers than consumer goods firms with similar sales volume; 
(2) the problems of industrial goods firms are more technical in nature and (3) 
relative price and quality are mote important in industrial goods than consumer 
goods 4 9. 
46Websterf Frederick E. "Top Management
1 s Concern About Marketing : Issues for the 1980's", Journal 
of Marketing^ Summer 1981, pp.9-16 
47Gummessonf Evert, "Marketing-orientation Revisited : The Crucial Role of the Part-time Marketer", 
European Journal of Marketing. October 1990, pp. 60-75 
48Bennettf Roger C. and Robert G. Cooper, "Beyond the Marketing Concept", Business Horizons. June 
1979, pp.76-83 —————一—— 
49McNamaraf C. P. "The Present Status of the Marketing Concept", Journal of Marketing. January 1972, 
pp.50-57 —— ~ 
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However, Parasuraman gives a contradictory picture of the Market 
Orientation as between industrial and consumer goods firms. He says that 
industrial goods firms may follow the dictates of the Marketing Concept more 
than consumer goods firms 5 0. 
Because of these contradictory views, this research is also designed to study 
the degree of Market Orientation in industrial and consumer goods firms. 
Finally, McNamara (1972) discovered that large companies tended to 
implement the Marketing Concept to a greater extent than the small and 
medium-sized firms； This provides another matter to study : the relationship 
between the size of the firm and the degree of its Market Orientation5 1. 
50Parasuramanf A. "Marketing-Orientation of Industrial vs. Consumer Goods Firms", Akron Business 
& Economic-Rev-iew. Summer 1983, pp. 41-44 
51 McNamara, C.P. "The Present Status of the Marketing Concept", Journal of Marketing. January 1972, 
pp. 41-44 ™ ——— 
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Two sources of data are used in this research. They are primary and 
secondary data. 
3.1 Primary Data 
In this project, a field survey was used to collect first-hand (primary) 
information from Hong Kong goods manufacturers. 
3.1.1 Field Survey 
Personal interviews were conducted in order to investigate the relationships 
among the concepts already cited. These aspects include to what extent the 
Market Orientation is implemented within Hong Kong goods manufacturers; the 
degree of Market Orientation actually implemented in different-sized goods 
manufactures; and the different degree of Market Orientation between consumer 
and industrial goods manufactures. 
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3.1.1.1 Sampling method 
Random sampling was used in this survey. Simple random samples are 
distinguished by the fact that each element in the population has an equal chance 
of being selected. This method avoids the risk of biases in selecting samples. 
The sampling frame was the "Directory of Hong Kong Industries 1990" 
published by the Hong Kong Productivity Council. This directory provides 
comprehensive and up-to-date information on manufacturing industries in Hong 
Kong. It is compiled on the basis of the latest list of local establishments 
provided by the Census and Statistics Department and other lists of member firms 
maintained by the Hong Kong Government and industrial organizations. It 
contains twenty-two categories and about ten thousand manufacturers. 
In this research, the "potential interviewees" were selected randomly. It was 
done by randomly opening a page and then selecting the first goods manufacturer 
appearing on the page selected. Then the writer phoned that "potential 
interviewee" and requested an interview. If required, the request letter and 
questions were faxed to that company. Follow-up calls were made in order to 
improve the response rate. As a result, totally 28 goods manufacturers were 
interviewed. 
33 
3.1.1.2 Questionnaire design (see also Appendix 2) 
The questionnaire was designed so as to gather first-hand information for 
analysis. The questions were mainly based on five marketing activities. They 
are: 
(1) Customer philosophy: it refers to whether key managers recognize the 
primacy of studying the market; distinguishing the opportunities, selecting 
the best parts of the market to serve, and offering superior value to them. 
(2) Integrated marketing organization : it means that the marketing 
functions in the company must be integrated and controlled. The 
Marketing Department should work closely with other departments. 
Furthermore, a highly Market-oriented company must have a well-
developed system for developing, evaluating, testing and launching new 
products. 
(3) Adequate marketing information : whether a company has adequate 
market information is reflected from the fact that the managers possesses 
recent studies of customers' perceptions, preferences, and buying habits; 
that they understand the sales potential and profitability of different 
market segments, customers, territories, products, channels and order sizes; 
and that the company gathers enough information to evaluate the results 
of its marketing expenditures; and so on. 
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(4) Strategic orientation : there should be a formal system for annual and 
long-range marketing planning in a company; the core strategy must be 
clear; and contingent actions are planned so that the company can meet 
new developments in the marketplace. 
(5) Operational efficiency: the Marketing Department should have enough 
resources to do the work; the whole company should well-understand 
customer needs throughout the organization; the company must be able to 
react quickly to sudden changes in the marketplace also. This operational 
efficiency may also affect the profitability of the company. 
Thus the questions used for the interviews were based on these five 
aspects. They are discussed as follows : 
(1) Regarding customer philosophy, Ql, Q3, Q4, Q7, Q8, Q9, Q10, 
Q13, and Q24 were concerned with the primacy of studying the market, 
selecting the best parts of the market to serve, and gearing up to offer 
superior value to the chosen customers in terms of their needs and wants. 
If the company starts with a well-selected marketplace and seeks to satisfy 
customer needs and wants with well-designed marketing programs, it is 
well on the way to a good Market Orientation. 
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(2) Q14, Q15, Q20, Q21, Q22 were concerned with integrated 
organization. In a truly Market-Oriented company, the idea of Market 
Orientation must be supported and encouraged by the top management. 
This orientation also can reflect how well a company implements its new 
product development process and the degree of coordination among 
departments and control of marketing functions. 
(3) Q10, Qll, Q12, Q16 are related to the amount of marketing 
information in the organization. The presence of good information means 
that the skillful marketers have enough information to evaluate the 
effectiveness of their marketing programs. 
(4) For the marketing strategy, Q2, Q6, Q7, Q17, Q18 Q23, Q26 are 
used to assess the performance of the long-term and contingency planning 
of the organizations. 
(5) Q3, Q5, Q13，Q19, Q24, Q25, Q26 concentrated on the 
operations of the organizations. The degree of understanding of the 
Marketing Concept, the amount of marketing resources and the speed of 
reactions of the organizations were under investigation. 
In order to group the goods manufacturers into different categories, the 
classification questions were also constructed. 
A qualitative-oriented approach was used to analyze the data collected. 
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3.2 Secondary Data 
For secondary data, the researcher visited the libraries of The Chinese 
University of Hong Kong, Hong Kong University, Hong Kong Polytechnic and 
City Polytechnic of Hong Kong. 
Books, articles from journals, working papers, CD-ROM, newspaper 




FINDINGS AND ANALYSIS 
4.1 Market Orientation among Hong Kong Manufacturers 
4.1.1 Introduction 
In this survey, totally 28 companies were included. Fifteen of them are 
consumed goods manufacturers, and thirteen are industrial goods manufacturers. 
These companies come from different fields. The sample composition is shown 
in the following table : 
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Table 1 : The Sample of Firms (C=Consumer; I=Industrial) 
INDUSTRIES SIZES 
'"Small ^Medium 5,5 Large Total 
Garment C : 1 C : 4 C : 1 8 
1:2 C:6,I:2 
Metallic 1:4 1:1 1:2 1 
Products C:0，I:7 
Watches and 1:1 C: 2 C: 1 4 
related pdts. C:3，I:1 
Cars and C: 1 1:1 - 2 
accessories C:1，I:1 
Gloves C: 1 1:1 - 2 
C:1，I:1 
Miscellaneous C: 1 C: 3 C: 1 5 
I: . � " . • C:5，I:0' 
L _ J 
Total lvl~~2 I 5 28 
c: 15,1:13 
* Small firms: less than 50 employees; medium: 51 to 200; large: 201 or more. 
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Overview 
In general, companies，focus was not on the market per s. but rather, thev 
were sales- or production-oriented. One interviewee claimed that his company is 
a very typical sales-oriented firm. "The company never tries to identify customer 
needs. All we know is how to sell." Another respondent from a garment firm also 
says that his company does not care about the needs of customers. The company 
does not consider who will buy the products. The only job that the company is 
doing is to produce the goods. Indeed only a few companies in the survey 
revealed a market focus. 
The marketing qualifications of respondents varied a lot. Some have 
Marketing Degrees or even MB As in Marketing, but some have never studied 
Marketing. For the small firms (with fewer than 50 employees), many of the 
respondents only finished primary school. Surely this range of formal education 
affects the possibility of a universal market focus 
Even though some companies have Marketing plans, nearly all of them do 
not have enough control mechanisms, or even a cost effectiveness analysis. As a 
result, no firm in this study believes that it has a true marketing strategy. This 
finding is quite discouraging. 
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As far as the marketing resources are concerned, only one large consumer 
goods manufacturer was truly satisfied with the amount of resources (people and 
money) allocated to its Marketing Department. Overwhelmingly, the Marketing 
Department is not considered as a competitive weapon for the company to 
compete in the market. However, the Sales and Production Departments, in 
contrast, do receive much attention. 
For new product development, many companies do not have a well-defined 
new product development process. They explain this phenomenon by saying that 
their companies are OEM, so the products being produced are determined by 
their buyers. They do not need to create new products to satisfy their needs. 
Moreover, the lack of capital makes R & D difficult to implement among these 
Hong Kong manufacturers. 
Even though some top executives do have a Marketing Diploma or 
Degree, the companies that they are working in do not have well-organized 
marketing plans. It seems that the traditional company culture, to certain extent, 
has a large influence on the kind of approach the company is using. They explain 
this situation by saying that when they first started their jobs in the companies, the 
organizational culture was already sales- or production-oriented. But they have 
never thought of changing the organizational culture because they think that it is 
very difficult to change it and they do not have power to influence it. 
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4.2 Different-sized Firms and Market Orientation 
4.2.1 Customer Philosophy 
The small-sized firms in this study show that they have a poor customer 
philosophy. Since many of them do not have a Marketing Department, they do 
not have specific marketing plans for specific customers. Most of them only have 
broader-based business plans. But six out of eleven manufacturers do not take 
customers, suppliers, or competitors into consideration even when developing such 
business plans. Although some of the interviewees understand the Marketing 
Concept, none can give an example of how this concept is or could be 
implemented in their companies. One assistant manager from a garment firm 
explained this situation by saying that since the company is OEM in nature, it 
does not have to understand customer needs. They only produce the products 
requested by customers. Another reason to explain the situation is that many 
top executives are proprietors. Some of them do not have a formal education or 
only had primary school education. Therefore, it is really difficult for them to 
understand the concept of "Market Orientation". 
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The medium-sized firms show a better picture than the small-sized firms. 
Five out of twelve interviewees believe that they have sound marketing plans for 
specific markets; Moreover, all but one firm have some consideration about the 
competitors, customers or suppliers when they construct the business or marketing 
plans. However, all the respondents say that they do not have a clear 
understanding of the Marketing Concept. 
Among the large-sized firms, all have a good understanding of the 
customers they are intended to serve. Moreover, when they construct the 
marketing plans, they always take the customers, and competitors into account, 
and they believe that in their companies there is a fair understanding of the 
Marketing Concept. The larger the firm, the higher degree of customer 
philosophy. 
4.2.2 Integrated Marketing Organization 
Among the small-sized firms, only two out of eleven have Marketing 
Departments. Moreover，within those two firms, the Marketing Departments are 
actually performing the "sales" functions. One mobile exhaust system 
manufacturer explained the relationship between the Marketing Department and 
Sales Department as "twins". That is, they are alike, even in a sense, 
interchangeable. This may be due to the fact that the firms are too small to have 
many departments. Therefore, this suggests that the small-sized firms have 
difficulty in implementing the Marketing Concept. 
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It is found that nearly all the medium-sized firms have Marketing 
Departments. However, half of the respondents reported that their Marketing 
Departments have many conflicts with other departments. One interviewee 
commented on the conflict between the Marketing Departments and other 
departments: 
"The Marketing Department always has conflicts with other departments, 
especially the Production Department. In our industry, this phenomenon 
is very common. I know that in some companies the Production 
Department tries to take，revenge，on the Marketing Department by 
delaying the production schedule. Thus, the Marketing Department cannot 
deliver the goods to customers on time. It not only worsens the 
relationship between the Marketing and Production Departments, but also 
results in a loss of money and customers." 
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There are many methods of communication between the Marketing 
Department and other departments. The most popular one is interdepartmental 
meetings. One consumer goods firm holds interdepartmental meetings on a daily 
basis. Ten out of eleven companies in this study use interdepartmental meetings 
to facilitate communication. The next most popular communication method 
among different departments is joint field operations. Within the Marketing 
Department, oral communication is the most popular mean of communication; all 
twelve interviewees use this method in their Marketing Departments. Fewer used 
written communication too. 
Among the large-sized firms, all of them have Marketing Departments. 
One metal refining company reported that it has a Marketing Development, a 
Marketing Engineering and a Sales Department. Only one company has 
problems in coordinating between the Marketing Department and other 
departments. This may due to the reason that these firms have well-defined rules 
and regulations, and decisions are controlled by the top executives. This highly 
centralized and formalized structure reduces a lot of conflicts. This is because 
when conflict arises, people can simply refer to rules and regulations or higher 
level managers for final decision-making. 
Since a well-integrated organization is one of the vital elements in 
implementing the Market Orientation, it is concluded that the larger the size of 
the manufacturer, the better the coordination among departments, and in turn the 
better the implementation of the Market Orientation. 
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4.2.3 Adequate Marketing Information 
Although marketing research is a way to gather the information from 
customers so as to produce products that satisfy customer needs, it is found that 
it is not popular among the small-sized manufacturers. Some of them never do 
any marketing research. 
Fortunately, many firms under study do take the environment, competitors 
and customers into consideration when developing different marketing plans for 
their customers. For example, one photo frame manufacturer gathers information 
about the trend of the product design, the availability, price and quality of 
competitors' products, and the economic situation before developing the 
marketing plan for its customers� 
In the study, it is found that five small-sized companies do not do sales 
analysis and forecasting. And only one of these companies believes that it has 
good sales forecasting. 
Among the twelve medium-sized firms, four companies had never done 
marketing research before. However, the other seven companies had done 
marketing research before; three of them had done research recently. 
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All the firms do sales analysis and forecasting. The information mostly 
comes from salespeople, customers or past sales records. When they do their 
marketing plans, environmental variables such as competitors, customers are put 
into consideration. This gives an impression that the medium-sized manufacturers 
have better market information. 
The large-sized firms show a picture similar to the medium-sized firms. 
All did marketing research before. Also, they have information about the 
customers, suppliers and so on. They have well-developed sales analysis and 
forecasting. 
Due to the fact that the market information is very important for the 
companies to understand the customer needs, all the above information shows 
that to certain extent, all the manufacturers have access to market information. 
The small-sized manufacturers have less information than the medium and large-
sized manufacturers. 
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4.2.4 Strategic Orientation 
Many small companies in this study do not understand the Marketing 
Concept, either as a term, or after it is explained. They sometimes even confuse 
the concept of Marketing and Selling. They believe that "Selling" is synonomous 
with "Marketing". When the researcher asked the interviewees what the meaning 
of Marketing is, and whether they are familiar with the Marketing Concept, many 
of them say they do not know the meaning of it. It seems that to date the 
understanding of the Marketing Concept is limited among such Hong Kong 
manufacturers. 
This may be due (as suggested already) to the fact that many top 
executives in small companies have no Marketing training. Seven out of eleven 
key executives in the small-sized firms have no Marketing training. Moreover, 
due to the size of the firms, many of the companies do not even have a Marketing 
Department. However, most of them do have Sales Department. It shows that 
those companies put more emphasis on the selling function rather than 
marketing function. 
For new product development, no small-sized manufacturers had such a 
program. As mentioned above, many interviewees explained this situation by 
saying that their companies are OEM in nature, the products that they need to 
produce depend on customer orders : they merely produce the products with 
specifications given by the customers. 
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The medium-sized manufacturers seem to have better understanding of the 
term Marketing. Although some of the respondents do not understand this term, 
others do. The Director of Business Development of a car accessories producer, 
defines the term Marketing as (1) to expand the market share or sales of the 
product by increasing the awareness of the company; (2) to create a market for 
the product by stimulating demand; and (3) to cater to customer needs. 
As to new product development, many of them also do not have it. Some 
interviewees explained this situation by saying that new product development in 
fact requires a lot of money: due to the size of the firms and their limited capital 
base, they cannot have a formal new product development function or R & D. 
Actually this is a common problem faced by many Hong Kong manufacturers. 
The large-sized manufacturers do have a better understanding of the term 
Marketing. Therefore, these companies have better marketing planning and 
procedures. Most of the time when they plan for the market, they consider the 
needs of the customers first before designing, and launching the marketing plans. 
They all believe that marketing strategy is very important to their companies if 
they want to compete successfully in the marketplace. 
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These companies also have a detailed new product development process. 
For example, one garment firm's new product development process is : 
(1) Contact the customers through trade shows, direct mail and so on; 
(2) Understand the future trends of the fashion market; 
(3) Coordinate with other departments, for instance, Production; then the 
Sample room determines the design of the product; 
(4) Produce the samples and make presentations to the customers. 
The larger the firms, the more likely they will display a market focus. This 
can be supported by the fact that the large-sized firms have better Marketing 
planning and control. 
4.2.5 Operational Efficiency 
The small-sized firms in this study all believe that their companies do not 
have enough marketing resources, both in terms of money, staff and so on. A 
manufacturer of metallic decoration said that the marketing functions do not have 
much money because there are not so many marketing activities in the company. 
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As mentioned before, quite a number of respondents are not familiar with 
the Marketing Concept. One respondent during the interview said that this was 
the first time he heard the term. Nevertheless, after the researcher explained the 
meaning of the concept, the respondent believes that this concept should be a 
philosophy of doing any business. Since most of the top executives have a poor 
understanding of the Marketing Concept, it is not surprising to find that people 
in those companies also have poor understanding of this concept. Also, from the 
interviews, the researcher perceives that most of the respondents do not intend 
to implement the Marketing Concept in the companies. It is a quite frustrating 
finding. 
When the researcher asked them whether they think that their companies 
are successful, most of them believe that their companies are successful. They 
cited sales and profits earned by the companies as signs of success. 
The marketing resources of the medium-sized firms are not enough as 
viewed by the interviewees. One respondent said that even though the budget of 
the Marketing Department in his company is higher than other departments, it 
is still not enough, especially in terms of personnel. This reflects the fact that 
many companies may still not understand that the Marketing Department is in 
fact a strategic weapon for the companies to compete in the marketplace, and not 
just a mass of hands -^more like Sales or Production. 
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As indicated before, the Marketing Concept is not well-understood by the 
high-level executives in those companies. This can be seen from the fact that 
many of them confuse the definition of Sales and Marketing; to repeat : they 
simply believe that "Sales" is synonomous with "Marketing". 
When the researcher asked the high-level executives of these companies 
to evaluate their performance，they gave a quite diverse picture. Some of them 
consider themselves as successful. One said that his company is unsuccessful 
because it always has late delivery to the customers; also the poor quality of the 
products and its uncompetitive price gave evidence that his company was not 
successful. (What else is there, one wonders.) 
Among the large-sized firms all claim that they have enough marketing 
resources, it is mostly likely due to the fact that those companies have a stronger 
emphasis on marketing as a strategic weapon in the marketplace. There is also 
a fair understanding of the Marketing Concept both among the top executives and 
the people throughout the organization. They believe that their companies have 
good performance in terms of customer satisfaction. However, they say that it is 
difficult to tell whether this concept will lead to the profitability of their 
companies. 
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To conclude, from the above five aspects of the Market Orientation, it is 
suggested that the larger the size of the company, the better the understanding 
and execution of the Market Orientation. This is in line with the work of 
McNamara, in which he found that the large companies indeed have a better 
understanding of the concept "Market Orientation" than do medium- or small-
sized firms 5 2. 
52McNamara, C. P. " The Present Status of the Marketing Concept", Journal of Marketing. January 
1972, pp. 50-57 
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4.3 Industrial Goods Firms vs. Consumer Goods Firms 
Only knowing about the relationship between the size of the firm 
and the degree of the Market Orientation being implemented is not enough. An 
understanding of another aspect, the difference between industrial and consumer 
goods firms in using the concept "Market Orientation", should be analyzed. This 
is another way to essay the relevance of this concept among Hong Kong 
manufacturers. 
4.3.1 Customer Philosophy 
Basically, consumer goods manufacturers have a number of channels from 
which they gather information about the customers, for instance, TDC, business 
partners' referral, importers and so on. However, seven out of fifteen companies 
consider themselves as production-driven companies, five companies regard 
themselves as sales-oriented companies, and only three believe that they are 
market-driven companies. The type of orientation used by the companies are 
decided by the higher-level executives, i.e. directors, general managers and so on. 
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Although most of the respondents agree that new products should be 
launched in order to meet the customer needs, one respondent noted that the 
number of the customers for the new product should be large enough to justify 
the development cost. Since new product development requires a lot of money, 
the limited capital nature of many Hong Kong manufacturers makes it difficult 
for them to invest too much in new products that cannot guarantee profits. 
Although most of the consumer goods companies do take customers, 
competitors，economic conditions into consideration in making marketing plans, 
only three respondents have formal marketing plans in their companies. The rest 
do not have formal marketing plans; marketing planning is seemingly decided by 
the top managers. 
The industrial goods companies basically use similar channels to reach and 
collect customer information. These channels include TDC, advertising and so 
on. TDC is important as a means to get a "handle" on their customers. Although 
they try to get information about the customers from a wide variety of sources, 
it is ascertained that eleven out of thirteen are either sales or production-driven, 
and only two believe that they are market-driven. This situation is pretty much 
the same as the consumer goods manufacturers. Also, the top executives in the 
companies are responsible for the kind of orientation their companies emphasize. 
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Eleven out of thirteen industrial goods manufacturers take competitors 
and customers into consideration when they design the marketing or business 
plans. Although ten out of fifteen companies have marketing planning, most of 
them do not have detailed planning procedures. 
For the new product development process, most companies do not have 
a new product development process�Those who do said that there is a need for 
certain improvement, in terms of idea generation, creativity, and risk taking. 
One gathers from our sample that generally consumer and industrial goods 
manufacturers are not especially "market-oriented": they do not think that it is 
critical for a company to understand the customer needs so as to outperform the 
competitors. 
4.3.2 Integrated Marketing Organization 
Four out of fifteen consumer goods companies do not have Marketing 
Departments. The other eleven companies mostly use interdepartmental meetings 
to coordinate with other departments. Within the Marketing Department, the 
oral route is the most popular means of communication. But it is found that most 
of them are performing the "Sales" rather "Marketing" functions. 
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This shows that in the present stage, many companies still mix up the term 
"Sales" and "Marketing", They simply think that they are the same. One 
respondent, who has a Marketing Degree, complains that the company he is 
working for now is a sales-oriented company. The Marketing Department is 
simply doing the sales job. 
For a highly Market-oriented company, all the departments should 
cooperate and be well-coordinated, so they can work together to produce the 
products that fit the customer needs. Basically, a high level of conflict will hinder 
the cooperation among the departments, and in turn, hinder the development of 
the Market Orientation, It is discovered that the level of conflict among the 
consumer goods manufacturers is not very high. It implies that to a large degree, 
they have a quite good coordination among different departments within their 
companies. 
Industrial goods manufacturers also use interdepartmental meetings to 
communicate between the Marketing Department and other departments. Similar 
to consumer goods manufacturers, they use oral communication as a means to 
communicate within the Marketing Departments. 
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Basically, the Marketing Departments in their companies are solely 
responsible for preparing the marketing plans�Again, the relationship between 
the Marketing and Sales Department is the same as defined by those consumer 
goods companies. The Marketing Departments are doing the "sales" jobs also. 
Moreover, there is high conflict between the Marketing and Production 
Departments among these companies. It shows that they have a big problem is 
coordination. Of course, it hinders the operations of the companies because they 
may try to take "revenge" on each other and do not consider the well-being of 
their companies. For example, one company's Promotion Department and Brand 
Management Department are often in sharp conflict. There is delay to the 
planned schedule�As the result, the company cannot produce a high-quality 
promotional program that can attract customers. So the sales of its products 
have dropped. 
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4.3.3 Adequate Marketing Information 
As discussed before, twelve out of fifteen consumer goods manufacturers 
reported that they gather information from customers before designing the 
marketing plans. Most of the time they collect the information from customers 
through informal conversation with them. And most of the consumer goods 
manufacturers have sales analysis and forecasting at the same time. Twelve out 
fifteen manufacturers have constant sales forecasting. Most of them use 
companies' past sales records to forecast future sales. It seems that the consumer 
goods manufacturers in this study put emphasis on understanding customers and 
analyzing the sales potential of different target markets. However, after the 
researcher finished all the interviews, there is an impression that these consumer 
goods companies put more concern into the sales analysis and forecasting than in 
trying to investigate customer needs. They mostly use the sales forecasting as a 
reference when the companies design new marketing plans or business plans. 
These companies do not take marketing research seriously. This can be reflected 
from the fact that most of them did marketing research only several years ago, 
and no more now. 
The information of sales analysis among these consumer goods firms 
comes mainly from three sources : (1) salesforce, (2) internal sales records and 
(3) distributors' reports. 
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Only seven consumer goods companies did marketing research before. By 
comparing the industrial goods manufacturers with the consumer goods 
manufacturers, it is discovered that more industrial goods firms did marketing 
research than consumer goods firms. Only one consumer goods firm had done 
marketing research recently. In contrast, among the industrial goods firms, three 
of them had done so. The use of marketing research is to provide information 
about the customers, for instance, their attitudes toward new product concepts. 
So it seems at least from this small investigation that Hong Kong industrial goods 
firms may be more "Market-oriented" than their consumer counterpart. One 
battery producer, for example, told the researcher that it is very expensive to 
develop a new product because of the huge investment cost needed. If a product 
ends up in a failure, it will constitute a great capital loss for the company. Thus, 
his company prefers to make sure that customers accept the new product concept 
before it starts to produce that. That is the reason why his company does 
marketing research before transforming a new product concept into the real 
product. 
4.3.4 Strategic Orientation 
When asked about the definition of Marketing, it is discovered that among 
the consumer goods manufacturers, those with higher educational background had 
a better definition. One respondent defined it as "to produce good quality 
products which can satisfy the needs of customers and find a channel that can 
reach the customers". Another said it is "a way to satisfy customer needs". 
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The consumer goods manufacturers are not so concerned about the 
marketing planning procedure. Some of the companies simply discuss it with other 
companies; others are controlled by the higher-level executives; still other have 
better planning procedures by first identifying the customer needs, and then 
designing the 4Ps for each group of customers. Basically, the respondents 
conceive of marketing strategy in a number of ways. They include : (1) a way to 
compete; (2) to get the customers to buy the products; (3) a long-term plan 
formulated by managers. They believe that this will lead to better performance 
for them. To a certain extent, they perceive that there is a positive correlation 
between using marketing strategy and better performance for the companies. 
But most of them do not have new product planning. They explained this 
situation by saying that their companies are indeed risk aversive; they do not like 
to take too much risk. But new product development does require a lot of capital 
and does carry risk. That is the reason why they do not have any formal new 
product development process. 
However, some companies do have a very well-defined new product 
development process. 
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For example, one metallic product producer's new product development 
procedure is: 
(1) Find a particular need in the market, then figure out what is needed 
or in what there is interest in the market; 
(2) Understand the market trend of related products, which acts as a 
reference for new product design; 
(3) Design the new product; 
(4) Discuss the feasibility of the new product design; and 
(5) Produce the product. 
Another example is from a watch producer : 
(1) Marketing and Design and R&D people discuss the new design of the 
product; 
(2) The Production Department produces the sample; 
(3) Marketing personnel present the sample and idea to the potential 
customer; 
(4) After getting the customer orders, the Purchasing Department, 
equipped with information and specifications from the Marketing and 
Production Departments, orders the raw materials which are needed for 
production; 
(5) The Production Department produces the product; and 
(6) Delivers the products to the customers. 
Basically, the company in the second example is indeed using the concept 
"Market Orientation", 
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The Marketing people "pool" the ideas of the market needs to different 
departments; then they work together to create the product that will satisfy the 
customer needs. 
In fact, two aspects in this example - understanding the customer's needs 
and cooperation among different departments -- are two vital components of 
implementing the Market Orientation. 
Due to the fact that a sudden market change will affect the sales and 
profitability of the companies, the researcher tried to understand this notion by 
asking the interviewees whether they have contingency plans when they prepare 
the marketing plans. However, ten consumer goods companies reported that they 
have no contingency plans. The other five said they only have some simple 
contingency plans : they simply find a new customer to replace the old one or just 
follow what the customer orders. It reflects the fact that many consumer goods 
firms in the study do not understand the importance of contingency plans as a 
means to maintain company profits when there is a sudden change in the 
marketplace. 
Nine out of thirteen industrial goods firms reported that they have 
marketing planning. Again most of them do not possess any detailed marketing 
planning procedures. Nevertheless, one industrial goods manufacturer gave a 
detailed marketing planning procedure: 
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(1) Mapping the untapped market; 
(2) ResearcM on the feasibility of the untapped zones; 
(3) Venture into the potential market by advertising and direct marketing; 
(4) Investigate the customers' requirements and do a feasibility study; and 
(5) Maintain customers' satisfaction by providing aftermarket services. 
However, the respondent did not mention cooperation among different 
departments. Thus, it seems that although he has quite detailed marketing plan, 
it does not mean that he is implementing the concept of Market Orientation. 
For new product development, five companies claim that they have new 
product development. However, all of them are not "new" in nature. As one 
industrial goods producer commented, "The new products in our product range 
are not new as in �evolutionary，. Out products are aimed at the aftermarket 
sector，so R &D is kept to a minimum." This gives the feeling that new product 
development is not very important among the industrial goods manufacturers. 
For marketing strategy, it appears that the industrial companies perceive 
it as : (1) a weapon to outperform the competitors; (2) coming from analyses, 
experiences, and judgements； They believe that using it will lead to the success 
of their companies. This finding is in line with those discovered from the 
consumer goods manufacturers. 
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The above information again shows that consumer and industrial goods 
manufacturers have similar degrees of strategic orientation: no significant 
difference appears in their emphases on this issue. 
4.3.5 Operational Efficiency 
As mentioned before, most of our consumer goods manufacturers are 
either sales- or production-oriented. The sales-oriented will put more stress on 
selling functions, the production-oriented on production. Even though these 
companies have Marketing Departments, they mostly act as the "Sales 
Department", doing all the "sales" jobs. When the researcher tried to investigate 
whether consumer goods manufacturers have ample marketing resources or not, 
a confusing picture emerged : eight of them replied that their Marketing 
Departments do not have enough marketing resources but seven companies 
claimed that they have enough marketing resources. Basically, a market-oriented 
company will put more marketing resources in the Marketing Department. But 
only a few companies believe themselves to be "market-oriented". So there must 
be some other reasons why the Marketing Departments have enough resources 
in a "sales-oriented" and "production-oriented" organizations. It is discovered that 
many companies are sales-oriented and their Marketing Departments are indeed 
performing the "sales" functions. Thus, it is logical to think that a sales-oriented 
company will put more resources into a Marketing Department which perform the 
"sales" functions. But it does not mean that this kind of company is a market-
oriented company. 
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About two-thirds of the total consumer goods manufacturers do not pay 
attention to the implementation of the Marketing Concept within their companies. 
Therefore, their staffs have a poor-understanding of the Marketing Concept. This 
shows from their poor emphasis on marketing planning, research, and new 
product development. When the researcher asked these companies whether they 
are successful or not, it seems that most of them are quite satisfied with their 
performance in terms of increasing profits and sales. It is an obstacle if one 
wants to implement the concept "Market Orientation" because they are satisfied 
with their present performance and do not want to change because it creates a 
lot of uncertainties to them. 
The industrial goods firms, again, show that most of them are either sales-
or production-oriented. An interesting finding about marketing resources is 
uncovered. Eight companies reported that they have enough marketing resources 
and only five of them claimed that they do not possess enough. This suggests that 
the industrial goods manufacturers put more focus on the Marketing Department 
than the consumer goods manufacturers! Overall, nearly half of the respondents 
have a fair understanding of the Marketing Concept among their people. 
However, a contradictory finding also emerges. 
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Those companies with enough marketing resources and fair understanding 
of the Marketing Concept replied that it is "difficult to tell" whether their 
companies are successful or not. But those which are sales- or production-
oriented companies, on the contrary, believe that their companies are successful. 
Thus it raises a question, that is, does a Market Orientation lead to better 
performance of the company, or at least to a perception of a better performance, 
or is it much more difficult to work from this as opposed to a perhaps more 
quantifiable sales or production orientation ？ 
From all the above, we may suggest (and perhaps surprisingly so) that our 
industrial goods firms placed slightly more emphasis on the concept of Market 
Orientation than the consumer goods firms. They seem to have more marketing 
resources in their Marketing Departments, and have better market information. 
This finding is contradictory to that offered by Parasuraman. He found that 
consumer goods manufacturers have a better understanding of the concept 
"Market Orientation"53. 
Maybe there is less difference than we might think ~ as least in Hong 
Kong. 
53Parasuramari^ A. "Marketing-Orientation of Industrial vs. Consumer Goods Firms", Akron Business 
& Economic Review, Summer 1983: pp. 41-44 
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CHAPTER FIVE 
CONCLUSIONS AND RECOMMENDATIONS 
5.1 Conclusions 
The implementation of a "Market Orientation" among Hong Kong 
manufacturers seems limited. There is a general lack of understanding of the 
importance of using it as a competitive weapon to outperform others in the 
marketplace‘ Still, customers buy not only the product itself, but also the benefits 
obtained by using the product. Moreover, they require after-sale services at the 
same time. If they are satisfied with the product and service provided by a 
company, they will become "loyal" customers. Hence, if a company knows how to 
use the Market Orientation，dt can understand its customers better, and then in 
turn, produce products and services that satisfy their needs. 
With respect to the five necessary conditions for the Market Orientation, 
we detect here that the large-sized firms have a better customer philosophy; have 
a closer cooperation and coordination between the Marketing Department and 
other departments; have more information about the customers and market 
changes; put more emphasis on marketing strategies; and have more marketing 
resources such as people and budgets. 
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This is not especially surprising, and is likely due to the fact that the large-
sized firms have more capital and are more willing to take risks and produce new 
product that satisfy customer needs; they can hire better educated personnel, 
especially those with Marketing backgrounds, so they are focusing on the 
implementation of the Marketing Concept within the companies. It is found that 
the smaller the manufacturer, the poorer the understanding and using the concept 
of the "Market Orientation". 
There is no significant difference between the consumer and industrial 
goods'manufacturers in implementing the Market Orientation. Indeed, the 
industrial goods manufacturers have slightly more focus on this concept, perhaps 
surprising and contrary to our instinctive belief. 
Although it is difficult to conclude that using Market Orientation leads to 
better profits of the companies, the study shows that most of the respondents 
agree on one point, that is, they believe that satisfying the customer needs is very 
important in order to "keep" the customers. However, it is quite disappointing to 
find that they in fact do not apply this concept in their daily operations. 
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5.2 Recommendations 
Since a Market Orientation is an important concept that can act as a 
competitive weapon which differentiates the company from other competitors, a 
company can try to implant this idea by doing the following : 
1. Top management commitment: it is very important to gain top management 
commitment towards using the concept. It there is no top management support, 
it is impossible to implement this concept within the company. They should 
encourage people to take more risk, and try to invent more new ideas in order 
to produce new products that meet customer needs. 
2. New "blood": hire new key executive with Marketing backgrounds so that they 
can help to implement the Marketing Concept within the company. 
3. Encourage cooperation among departments : departments within the company 
should be encouraged to cooperate together. Even though in a small company 
there may be a Marketing Department, other departments should work together, 
and produce the products that meet customer needs. But by whatever name, 
under the Marketing Concept a Marketing Orientation should seek to become 
more flowering yet as a Market Orientation. 
4. Training : if it is possible, Marketing training should be given to people in 
different departments. A better understanding of the Marketing Concept within 
a company makes it much more easier to move towards "Market Orientation". 
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5. Marketing cost effectiveness control: Although medium- or large-sized firms 
have better use of the Market Orientation concept, they seldom have any 
marketing cost effectiveness control. So it is recommended that they should put 
more emphasis on this aspect. 
6. Marketing association : encourage existing marketing associations, like the 
Hong Kong Institute of Marketing，to place emphasis in lectures, e tc�on this 
notion, or rather，these related notions of Marketing Concept, Marketing 
Orientation, and Market Orientation. 
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5.3 Limitations and Further Studies 
The qualitative method was used to analyze the information. This method 
is suitable for this project because it is an exploratory study. The purpose is to 
gain some insights on the topic only. Quantitative research could be conducted 
now to follow-up and test hypotheses. For example, this study can only conclude 
that the larger firm has better understanding and implementing the concept of 
the "Market Orientation", it cannot give the relative degree of difference of 
emphasizes oil different-sized firms. 
As this study is an exploratory study, further study on this topic is 
suggested. For instance, the relationship between the Market Orientation and the 
profitability of the company is worth studying, as well as among our three central 
notions of Marketing Concept, Marketing Orientation, and Market Orientation. 
This project is only targeted on Hong Kong manufacturers. But further 
studies can be conducted which target on other industries, for example, hotels, 
travel agencies and so on. Then a contrast among different industries will benefit 
Marketing students by choosing the industry where they may work, and assess 
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Appendix 1. The Relationship between the Marketing Concept, Marketing 
Orientation, and Market Orientation 
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Appendix 2. Questions for interview 
1. Broadly speaking, how does your company seek to get a "handle" on your 
customer ？ Who they are and what they need ？ 
2. Does your company have well-defined procedures and plans for that ？ 
3. Some companies focus on production, some companies focus on sales, while the 
rest focus on marketing. From your point of view, what is the focus of your 
company ？ 
4. Basically, who makes such decisions in the company ？ What level(s) ？ In what 
department(s) ？ 
5. How does your company look at the notion of risk in Marketing : in terms of 
both short and long-term effects ？ 
6. What is your definition of Marketing ？ 
7. Could you describe the marketing planning procedures in your company ？ 
8. Do you think that it is important to provide a product that can meet the 
specific market needs ？ 
9. Does your company develop different marketing plans for different segments 
of the market ？ 
10. In preparing the marketing plan, does your company take the environment, 
competitors and customers into consideration ？ 
11. Does your company do any sales forecasts or analysis ？ If yes, where do you 
get the information ？ 
12. What role does sales forecasting and analysis play in your marketing plan ？ 
13. Does your company have a Marketing Department ？ What is its role ? 
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14. Is the Marketing Department in your company solely responsible for 
investigating customer needs, and then preparing the marketing program which 
aims at satisfy their needs ？ If no, who else ？ 
15. What is the relationship between "Marketing" and "Sales" Departments ？ 
16. What is the role of Marketing research in your company ？ Why ？ 
17. How is the new product development process being organized by your 
company ？ 
18. How do you conceive of marketing strategy ？ Where does it come from ？ 
What does it lead to ？ 
19. Are the resources for Marketing functions adequate ？ (In terms of money, 
profit etc.) 
20. How does your Marketing Department coordinate with other departments ？ 
21. Standardly, there is conflict among different departments in one way or 
another. In what ways, if any, do you see any conflict between Marketing and 
other departments ？ 
22. How does your company coordinate within the Marketing Department ？ 
23. How do you respond when there is any change in marketplace ？ Are you 
satisfied with this ？ Why or why not ？ 
24. "Marketing Concept" is a concept often used in the Marketing literature. It 
means basically "make what you can sell, not the other way around." Are you 
familiar with this notion ？ Whether or not you are, in what ways does it express 
what you do ？ In what ways doesn't it ？ 
25. Do you think your company is successful ？ Why or why not ？ 
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Other questions : 
1. Type of product: Industrial/ Consumer 
2. Size of company : under 50/ 51-199/ 200 or over 
3. Marketing background of key executive 
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